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Terms of Reference – Independent options paper for establishment of an ESO Peak 

Body 

The Department of Veterans’ Affairs (DVA) has engaged Nous Group to explore options for a future ESO Peak Body.

The purpose of the project is to develop multiple options for an ESO Peak Body considering work already undertaken by the sector and insights and 

feedback from stakeholders.    

Audience

The project has engaged stakeholders with an interest in the establishment of an ESO Peak Body in Australia. Consultation will involve stakeholders 

including the ESO Round Table (ESORT), Younger Veterans – Contemporary Needs Forum (YVF), Deputy Commissioner Forums, in addition to a survey 

for veterans and their families. 

Project scope

This project will develop options which address the following features of a proposed ESO Peak Body. These features will guide the establishment and 

operation of the Peak Body:

• Role and purpose

• Function

• Membership

• Governance

• Resources

Out of scope for this project:

• Detailed design of processes, positions, structures or assets of an ESO Peak Body.

• Implementation plans for an ESO Peak Body.
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We have had ~820 total responses to the veteran and family survey

Survey respondents to date:

Access to information and resources and advocacy were important factors 

for respondents  when deciding to decide to join a veteran and family 

support organisation:

Advocacy, collaboration and maintaining high standards across the sector 

were indicated as core reasons as to how a peak body could benefit veterans 

and families:

~65% of respondents indicated that a peak body is needed to better 

represent the veteran and family sector:

The primary services and resources that respondents want to be able to 

access through a veteran and family support organisations are:

1. Help navigating veteran entitlements

2. Advocacy on behalf of veterans and family sector to government and 

other stakeholders

3. Information on mental health and wellbeing resources

Demographic % of responses

Veteran 63

Family member of a veteran 19

Both veteran and family member 18
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Survey breakdown by member type

Access to information and resources, advocacy and opportunity to connect 

with other veterans were important factors for existing members when 

deciding to join a veteran and family support organisation:

The primary services and resources that existing members want to be able to 

access through a veteran and family support organisations are:

1. Help navigating veteran entitlements

2. Advocacy on behalf of veterans and family sector to government and other 

stakeholders

3. Information on mental health and wellbeing resources

42% of current ESO members indicate that support organisations 

‘somewhat well’ represent the diverse needs of veterans and families

The majority of respondents ‘somewhat agree’ with the following statements:

1. Support organisations effectively advocate for the needs of veterans and 

families

2. Support organisations provide me with the information, services and 

resources I need

3. Support organisations offer valuable opportunities for veterans and families 

to connect with each other

63% of respondents indicated that a peak body is needed to better represent 

the veteran and family sector:

Existing member

Access to information and resources, advocacy and feeling part of a veteran 

community were important factors for non-existing members when 

deciding to join a veteran and family support organisation:

The primary services and resources that existing members want to be able to 

access through a veteran and family support organisations are:

1. Help navigating veteran entitlements

2. Information on mental health and wellbeing resources

3. Advocacy on behalf of veterans and family sector to government 

4. Direct service provision

There were mixed reviews from non-members on how support 

organisations currently represent the diverse needs of veterans / families

There were mixed responses to the following statements:

1. Support organisations effectively advocate for the needs of veterans and 

families

2. Support organisations provide me with the information, services and 

resources I need

3. Support organisations offer valuable opportunities for veterans and families 

to connect with each other

68% of respondents indicated that a peak body is needed to better represent 

the veteran and family sector:

Not a current member
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Survey breakdown by peak body preference

Top 3 answers as to how a peak could benefit the sector:

1. Advocate for veteran and family sector at a national level

2. Set and maintain high standards for support organisation services

3. Improve collaboration and information sharing between support 

organisations

Peak body IS needed Peak body IS NOT needed

The primary services and resources that existing members want to be able to 

access through a veteran and family support organisations are:

1. Help navigating veteran entitlements

2. Information on mental health and wellbeing resources

3. Advocacy on behalf of veterans and family sector to government 

4. Opportunity to connect with other veterans

There were mixed responses on how a peak body could benefit the sector:

The primary services and resources that existing members want to be able to 

access through a veteran and family support organisations are:

1. Advocacy on behalf of veterans and family sector to government 

2. Help navigating veteran entitlements

3. Information on mental health and wellbeing resources

4. Opportunity to connect with other veterans
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1 Executive Summary 

Australia’s veteran population comprises nearly 500,000 people1 who are former serving Australian 
Defence Force (ADF) personnel, whether they were deployed to active conflict or peacekeeping operations 
or served without being deployed. Between one quarter to two thirds of this veteran cohort engage with 
Ex-Service Organisations (ESOs) for social connection and practical support to transition to civilian life. 2 In 
addition, around 70 percent of veterans have partners or dependents who may also access support from 
ESOs or Veterans Support Organisations (VSOs).3  

This is a significant cohort of the Australian population who draw upon the support of the ESO and VSO 
sector to access and advocate for more responsive and comprehensive services for veterans and families. 
There have been ongoing discussions across the sector (including various forums, round table discussions, 
and reports) regarding the establishment of a peak body for the ESO and VSO sector. This report provides 
an evidence base for how a unified voice for the ESO and VSO sector to represent the interests of veterans 
and families could be realised. 

For the purposes of this report, we have used the title Veteran and Family Organisations representative 
body (representative body) to reflect the scope of the broad sector. The Royal Commission into Defence 
and Veteran Suicide has heard evidence from ex-service organisations on the desire to establish a ‘peak 
body’ (or representative body) for the ESO and VSO sector. 4 It is expected that the Royal Commission’s 
final recommendations, due to be released in September 2024, will include reference to the establishment 
of a representative body.  

Nous was engaged to review options for the establishment of a representative body for ESOs 

This report intends to provide the basis for the Department of Veteran Affairs (DVA) to respond to the 
Royal Commission’s potential recommendations on the establishment of a representative body, and if 
appropriate, to provide inputs for a co-design process for a representative body within the sector. As such, 
this report does not provide recommendations. It provides four options for the purpose, functions, 
membership, governance and resources for a representative body alongside a discussion of the key 
considerations, risks and benefits of these four options as well as other option-agnostic design decisions.  

Consultation and research across the sector informed the design of the options 
The draft options in this report were informed by a range of inputs including: 

• analysis of comparable national bodies (the Australian Council for International Development (ACFID),
the Aged and Community Care Providers Association (ACCPA), the National Disability Services (NDS)
and international models (the Confederation of Service Charities (Cobseo) in the United Kingdom (UK)
and the National Council of Veteran Associations (NCVA) in Canada.

• an assessment of established governance standards from the ACNC and best practices from the
Australian Institute of Company Directors were also considered.

• analysis of existing engagement undertaken in the sector in response to the Royal Commission into
Defence and Veteran Suicide including previous forum outcomes and Royal Commission submissions
(see Appendix D).

1 Australian Institute of Health and Welfare, Veterans in the 2021 Census: first result, 30 June 2022 (accessed 6 July 2024), 
https://www.aihw.gov.au/reports/veterans/veterans-in-the-2021-census-first-result   
2 Australian Institute of Health and Welfare, Veteran social connectedness, 26 October 2023 (accessed 6 July 2024), 
https://www.aihw.gov.au/reports/veterans/veteran-social-connectedness/contents/active-membership-to-clubs-and-associations 
3 Australian Institute of Health and Welfare, A profile of Australia’s veterans, 28 November 2018 (accessed 6 July 2024), 
https://www.aihw.gov.au/reports/veterans/a-profile-of-australias-veterans-2018/summary  
4 Royal Commission into Defence and Veteran Suicide, 2024, https://defenceveteransuicide.royalcommission.gov.au/    
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• extensive input and feedback from a range of stakeholders including individual interviews, workshops
with existing fora, and a survey with input from nearly 900 individual veterans and family members.
These consultations ensured the key design features of the representative body were realistic,
considered the specific needs and priorities of the ESO sector, and could be implemented in the
future.

Inputs used to guide the development of the representative body options are indicated below in Figure 1. 
Note further details of specific stakeholder groups and individuals consulted can be found in Appendix A 
and a detailed list and analysis of the documents reviewed, and models researched can be found in 
Appendix D. 

Figure 1 | Inputs for emerging representative body options 

Consultations revealed diverse perspectives regarding the name of a representative body 

Some stakeholders expressed concerns that the term ‘ESO’ might exclude organisations focused on 
kinship or comradeship, as they may not consider themselves service providers. Additionally, the emphasis 
on families within the sector led some to suggest broader terminology like "veterans and families 
organisations peak body" or including "families" explicitly in the name. Alternative suggestions included 
"Veteran support organisation peak body" and "Veterans and Families Support Organisations 
Representative Body" with the latter aiming to avoid confusion with existing fora. For simplicity, in this 
report we refer to the potential peak body as ‘the representative body’. It is important to acknowledge 
that regardless of the chosen name, there will likely be some level of disagreement due to the diverse 
perspectives across the sector and its complexity. The name itself is unlikely to sway those already 
opposed to a representative body’s purpose. 

Consultation with the sector identified some key needs of the veteran community, the ESO Sector and 
DVA 
Research and consultation with veterans and families, ESOs, and DVA have revealed some key needs 
across the sector. The representative body would aim to respond to these distinct needs. These are 
described in Figure 2 overleaf. Further detail is described in Section 5 and Appendix A.  
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Figure 2 | Key needs of veterans and families, the ESO sector, and DVA 

Five key features have been explored in the development of options for the representative body 
Each option design is broken down into the following features of a representative body. These features 
could guide the establishment and operation of the representative body. Figure 3 explores each of the key 
features further.  

Figure 3 | Key features 
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2 Introduction and background 

DVA engaged Nous Group to independently identify a set of options for the establishment of a Veteran 
and Family Organisations representative body 

The Royal Commission has heard evidence from ex-services organisations on the desire to establish a 
‘peak body’ for ESOs. For the purposes of this report we have used the title representative body. It is 
expected that the Royal Commission’s final recommendations, due to be released in September 2024, will 
include reference to the establishment of a representative body.  

This report intends to provide the basis for DVA to respond to Royal Commission recommendations on 
the establishment of a representative body, and if appropriate, to provide inputs for a co-design process 
for a representative body with the sector. As such, the report does not provide recommendations. It 
provides four options for the purpose, functions, membership, governance and resources for a 
representative body alongside a discussion of the key considerations, risks and benefits of these four 
options as well as other option-agnostic design decisions.  

This report has a range of inputs including comparable national and international models, existing 
engagement undertaken in the sector in response to the Royal Commission into Defence and Veteran 
Suicide, as well as extensive input and feedback from a range of stakeholders. These stakeholders include 
existing fora under DVA’s National Consultation Framework (NCF) select individuals, and veterans and 
family members who provided input through a survey. 

The representative body is different to a range of bodies discussed in the Royal Commission 

The representative body is separate to other bodies including:  

• The Royal Commission has announced their final recommendations will include the establishment of 
an independent oversight entity which will be tasked with monitoring the implementation of the Royal 
Commission’s recommendations5.  

• The Veteran Compensation Advocates are professional and voluntary organisations which advocate 
for veterans and families in claims lodgement processes.  The interim report of the Royal Commission 
highlighted challenges with the efficiency of processing veterans compensation and support claims by 
DVA. The Government has committed increased resources for addressing claims processing. Separate 
work is being undertaken by DVA to clarify the role and oversight of professional and voluntary claims 
advocacy organisations and the value of a potential approved advocates scheme. This is separate to 
the representative body discussed in this paper, and claims advocacy is not in scope.  

The establishment of a representative body must align with other ongoing DVA projects including the 
existing review of the National Consultation Framework 

The National Consultation Framework facilitates communication between the veteran and ex-service 
community, the Repatriation and Military Rehabilitation and Compensation Commissions, government and 
DVA. It is reviewed formally every three years and is currently under review. 6 A range of forums including 
the Ex-Service Organisation Round Table (ESORT), the Younger Veterans – Contemporary Needs Forum 
(YVF), State and Territory forums, the National Aged and Community Care Forum (NACCF) and the 
Operational Working Party (OWP) are part of the NCF.  

 
5 Royal Commission into Defence and Veteran Suicide, Update on the Royal Commission’s Special Report on a proposed new entity, 11 
June 2024 (accessed 6 July 2024), https://defenceveteransuicide.royalcommission.gov.au/news-and-media/media-releases/update-
royal-commissions-special-report-proposed-new-entity    
6 Department of Veterans’ Affairs, National Consultation Framework Review, 18 December 2023 (accessed 6 July 2024), 
https://www.dva.gov.au/about/overview/consultations-and-grants/how-we-consult-ex-service-community/national-consultation-
framework-review    
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Regardless of the option selected for a representative body, consideration will need to be made as to how 
the body will interact and align with existing fora through the NCF. This could include: 

• A review of the Terms of Reference for existing fora to prevent duplication or competing effort, 
particularly in developing policy positions and advocating to state and territory departments and the 
federal government.  

• A review of how committees and working groups established in the representative body interact with 
existing fora.  

• A review of how governance and legislative structures embedded within existing fora will influence 
engagement. 

This report is structured across six sections 

The report is structured across six sections, to guide the reader through the development of potential 
representative body options. It commences with a rationale for the representative body, followed by 
insights from stakeholders and veterans. Detailed peak body models are then presented followed by 
potential next steps and implementation plan. The sections are outlined below: 

• Case for change (Section 3) outlines the need for a representative body, highlighting the sector's 
challenges and the potential benefits of a representative body to advocate for the mutual interests of 
the sector. 

• Research of similar representative bodies (Section 4) provides a summary of desktop research into 
domestic and international examples, including relevant insights into key representative body features 
and their application to proposed options.  

• Stakeholder engagement (Section 5) explores key findings from consultations with existing fora and 
select individual stakeholders, informing the development of potential peak body models. 

• Survey analysis (Section 6) provides insights into the perspectives of veterans and families who 
completed the online survey and how the insights are used to guide representative body design.  

• Detailed options (Section 7) explores four models for the ESO Peak Body, encompassing structure, 
functions, governance, and resources. 

• Next steps and high-level implementation plan (Section 8) outlines the actions required to establish 
the representative body, including potential timelines and key milestones. 
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3 Case for change 

There is support from the sector for a representative body 

Almost 65 per cent of the veterans and family members surveyed, think that a representative body is 
needed. Consultation and research indicates several clear needs that a representative body would address. 
This includes the need for a unified voice for the sector, improved service standards, more effective 
communication, and simpler navigation of services. The representative body would have benefits for 
veterans and families, the ESO sector, and DVA. Potential benefits are shown in Figure 6 below and were 
informed through consultations and responses from the veteran and family survey. 

Figure 6 | Benefits of a representative body for veterans and families, the ESO sector, and DVA 

 

Some within the ESO sector are resistant to the establishment of a representative body - the design 
responds to these concerns 

Through stakeholder engagements, it was clear that there is not unanimous support for a representative 
body. A variety of concerns were raised, some of these were: 

• A representative body could create another layer of command and more bureaucracy would be a 
hindrance to the ESO community.  

• ESOs have and want individual relationships with DVA, rather than communicating and interacting 
through a representative body. 

• Many small service organisations exist that are not necessarily ESOs. These may be excluded from a 
representative body. 

• National consultative fora for the sector already exist. A representative body could duplicate many 
existing functions of such fora.  

We have considered the concerns in the representative body options. For details on how the 
representative body designs have incorporated specific stakeholder insights and concerns, please see 
Section 4. Ongoing consultation and feedback with the sector will be vital to the success of the 
representative body, as outlined in Section 7. 
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5 Stakeholder engagement  

Over the course of this project we consulted a range of stakeholders through forums, workshops and 
individual interviews. Stakeholders included the ESORT, YVF, Deputy Commissioner Forums and 13 
interviews with select individuals.  

We gathered stakeholder perspectives on various attributes for a potential representative body including: 

• Language to be used to describe a potential representative body 

• Why (or why not) an ESO representative body is needed for the sector 

• Role and purpose of a future ESO representative body 

• Structure and function of a representative body which includes the structure and responsibilities of the 
organisation and detailed decision-making processes  

• Membership of a representative body that includes the criteria for membership, potential benefits and 
the responsibilities associated with being a member 

• Governance protocols that includes the board structure and composition, constitution, accountability 
systems and mechanisms for decision making 

• Resourcing considerations that includes operational costs and funding sources. 

Individual interviews with key stakeholders used questions from each of the seven categories outlined 
above. They also explored perspectives on sector experiences with existing fora. Stakeholder insights from 
these interviews are summarised in Appendix A. 

Stakeholders were selected for individual interviews because of previous involvement in discussions on the 
establishment of a representative body or because of particular expertise or experience in the ESO sector. 
This included some consideration for diversity of veteran community serviced by stakeholder 
organisations, size of organisations and types of services delivered.  

Details of insights from specific stakeholder groups, including how they were incorporated in the options 
is outlined in Appendix A.  

An overview of the insights from all stakeholders consulted for the development of the options is outlined 
in the following section.  

5.1 Summary of stakeholder insights 
Insights gathered during stakeholder engagements have been carefully considered in the design of the 
options. All stakeholder insights are summarised in the tables below, and have been categorised based on 
the five features of the representative body design:  

1. Purpose (Section 5.1.1) 

2. Function (Section 5.1.2) 

3. Membership (Section 5.1.3) 

4. Governance (Section 5.1.4) 

5. Resources (Section 5.1.5). 

Each insight includes detail of how it was incorporated in the options, and rationale if it was not. 
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6 Survey analysis  

We distributed a survey to the veteran and families community and received 889 responses with 559 
responses from veterans, 171 responses from family members and 159 responses from people who 
identified as both veterans and family members.  

The purpose of the survey was to understand: 

• Priorities and expectations for membership of a support organisation, from the perspective of veterans 
and families. 

• Gaps in advocacy and services from support organisations for veterans and families. 

• Possible functions of a representative body to best serve the needs of the veteran and family sector. 

• Veteran and family support for establishing a representative body. 

The survey was created online using the Qualtrics platform. It was published on the DVA website and sent 
to ESOs and other veteran networks who distributed the survey to their respective members. The survey 
results were consistent across people who voted for the establishment of a representative body, and those 
who voted against it or were undecided. For a full breakdown of results, refer to Appendix C. 

6.1 Respondent’s views on the current state of veteran support 
organisations 

Information and resources, advocacy efforts, and opportunities to connect with others are the most 
important attributes veterans and families consider when deciding to join support organisations 

The two most important attributes of support organisations were access to information and resources 
such as veteran entitlements, wellbeing resources, services and supports and advocacy for veterans and 
family issues, which were indicated by 83 per cent and 72 per cent of respondents respectively. The next 
two most important attributes of support organisations were the opportunities for connection and the 
sense of community that is provided by support organisations which were indicated by 55 per cent and 50 
per cent of respondents. Employment opportunities at support organisations were the least important 
attribute, indicated by only 38 per cent of respondents (shown overleaf in Figure 7). 
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Figure 7 | Respondents perspectives on most important features of a veteran and family support 
organisation 

 

Help navigating veteran entitlements, advocacy on behalf of the sector, and information on mental 
health and wellbeing resources are the most desired services for support organisations 

Views were widespread on the types of information, services and resources veterans and families want 
access to from support organisations (shown overleaf in Figure 8). Over 80 per cent of respondents 
indicated that the most desired services and resources were: 

• Help with navigating veteran entitlements (such as DVA claims process)  

• Advocacy on behalf of the veterans and family sector to government or other stakeholders 

• Information on mental health and wellbeing resources. 

Less than half of respondents showed least support for the following services and resources in a support 
organisation: 

• Skills development and employment support (e.g. career coaching, job search workshops) 

• Fundraising activities 

• Sales or marketing of products (including incentives and benefits received through membership). 
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Figure 8 | Respondents perspectives on desired and accessible resources in support organisations 

 

Veteran and families believe support organisations currently face challenges in reaching their goals and 
supporting the sector 

Roughly half of the respondents believe that support organisations are effective at advocating for the 
needs of veterans and families, providing information and services, and offering opportunities for veterans 
and families to connect with each other. However, a significant minority also disagree with these 
statements, highlighting potential areas for a representative body to provide support (shown below in 
Figure 9).  

Figure 9 | Participant perspectives on the effectiveness of support organisations 
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6.2 Respondents’ views on a possible representative body 
Respondents believe that a representative body can help with the sector through advocacy efforts, 
improving collaboration between support organisations, and setting service delivery standards 

Respondents determined that a representative body could be most influential in the sector by advocating 
for the veteran and family sector at a national level, indicated by 76 per cent of respondents. The next two 
ways a representative body can benefit the sector is by improving collaboration and information sharing 
between support organisations, and setting and maintaining high standards for support organisation 
service delivery, indicated by 65 per cent and 64 per cent of respondents respectively (shown below in 
Figure 10).  

Figure 10 | Participant views on how a representative body could benefit veterans and families through 
its work with support organisations 

 

The majority of sector believes that a representative body will benefit and better represent the needs of 
the veteran and family sector 

Respondents showed support for the establishment of a representative body to better represent the 
sector, indicated by a 65 per cent ‘yes’ vote. A minority of the respondents (13 per cent) believed a 
representative body was not necessary. Additionally, 22 per cent of respondents were undecided as to 
whether a representative body would benefit the sector (shown overleaf in Figure 11).  
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Figure 11 | Respondents perspective on if a representative body is needed for the benefit of the sector 

 

6.3 Survey insights incorporated into options design  
Insights from the survey were used to design the role and functions of the representative body 

Many respondents indicated that there are four functions of a representative body would be beneficial for 
the sector (as shown in Figure 10). The functions and how they have been incorporated into the 
representative body options are as follows:  

• Advocate for the veteran and family sector at the national level: As the most desired function for the 
representative body, the policy and advocacy function is included as a core function across all options. 
The function empowers the representative body to conduct consultations to inform advocacy efforts 
with government and develop a unified response to policy issues.  

• Improve collaboration and information sharing between support organisations: This function was the 
second most popular amongst respondents. A collaboration platform function is included as a core 
function across all the options. The function empowers the representative body to facilitate forums for 
support organisations to collaborate, share information, and discuss key issues impacting the sector. 

• Set and maintain high standards for support organisation service delivery: This function was included 
across both options in the advocacy and capability stream (Options B and B+). The function includes 
setting and improving service standards, but not taking on an active regulatory role. This was included 
in the second stream of options as it will require more resources and investment to deliver the 
function effectively.  

• Provide resources and support to help support organisations: This function was included across both 
options in the advocacy and capability stream (Options B and B+). The function involves providing 
specialised training and education opportunities to member support organisations. This was included 
in the second stream of options as it will require more resources and investment to deliver the 
function effectively. 
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7 Detailed options 

The following section presents detailed options for the representative body. This section begins with a 
high-level overview of the four proposed options and subsequent subsections delve into the specific 
features of each option, including purpose, function, governance, and resources required. The final section 
of the chapter outlines key option agnostic considerations relating to membership, governance and 
funding that are relevant to all options.  

7.1 Summary of representative body options 
We have designed and presented two streams of options, each with a core option and an expanded 
option (designed to represent shorter and longer-term possibilities). The Advocacy Stream includes 
Option A (Core Advocacy) and Option A+ (Advocacy & Research) and Advocacy and Capability Stream 
includes Option B (Advocacy and Capability) and Option B+ (Advocacy, Capability & Service Navigation). 
These options are outlined in Figure 12 below. 

All options share the core purpose of creating a unified and representative voice for the sector and 
supporting greater collaboration across support organisations with Option A ‘Core Advocacy’ being 
foundational across the alternative options. The second stream includes additional purposes of enhancing 
the quality of services delivered and offering service navigation capability (Option B+ only). These options 
reflect stakeholder input from the survey and consultation forums as well as desktop research that 
considered domestic and international representative body models.  

Figure 12 | Purposes of the four proposed representative body options 
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Options are designed to be implemented in isolation or succession and can be considered through 
different combinations 

There are multiple ways to implement the four options. This flexibility exists to combine elements from 
different options; however, this will impact complexity of implementation. Options could evolve over time 
or could be used in succession. Some example alternatives for implementation are outlined below in 
Figure 13. The alternatives were informed by stakeholder consultations with feedback suggesting 
commencing with a smaller, focused model, such as Option A, allows for subsequent expansion. This can 
ensure the representative body remains adaptable to evolving needs. 

Figure 13 | Possible option combinations over time  

 

Note. Option B+ has not been designed for immediate implementation. It is therefore presented only as a 
longer-term extension of option B. 

7.2 Option A: Advocacy stream  
Two options have been created for the advocacy stream:  

• Option A Core Advocacy – Its purpose is to create a unified and representative voice of the sector, 
driven by collaboration and communication both within the sector, and between the sector and 
government. 

• Option A+ Advocacy and Research - Core purpose of option A and drive long-term improvements in 
veteran service delivery through stimulating research and innovation. 

The detailed features for option A and A+ are presented in Table 10 and Table 11.  
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• Rotating representation from permanent member organisations every 3 years.
• 5 x elected members

• Rotational election every 3 years
• Individuals selected can serve a maximum of two consecutive terms (6 years)
• Options for elected members is outlined in section 6.6.2
• Note the number of elected members may change depending on option selected

• Optional: 1 or 2 x independent members
• Based on specific core skills or experience requirements (e.g., finance, governance). Note

independent members are appointed by the board rather than elected by representative
body members.

RESOURCES 
Note: Costs 
projections used 
in this row were 
developed using 
Appendix B. 

Total staff: 8 FTE 
Estimated Annual Budget: ~$1.7 million 
Staff Costs: 
• 1 x CEO: $280,000
• 1 x Engagement officer: $114,000
• 1 x Policy officer: $120,000
• 1 x Strategic communications officer: $125,000
• 1 x Membership officer: $110,000
• 1 x Support Staff: $110,000.
• 1 x Research Director: $160,000
• 1 x Research Officer: $110,000.
Other expenses:
• On-costs: $285,000
• Operational expenses: $270,000.
Funding:
• Initial cost of $1.7 million per year
• Note based on the design of the function; the representative body may manage research

funds to deliver its own research services or manage and allocate grants to other research
institutes to conduct required research.

7.2.3 Advocacy stream: benefits and risks 
Option A balances collaboration, diverse voice, and efficiency, but requires navigating operational risks. 

Option A potential benefits: 

• Strong sector advocacy: A unified voice for the ESO sector can lead to effective government
engagement and improved policy outcomes for veterans.

• Effective communication: Improved flow of information between government and ESOs ensures better
understanding of policy changes and facilitates implementation.

• Lower cost operations: Limited operational staff can lead to a more cost-effective and streamlined
operation.

Option A potential risks include: 

• Staff capacity: Option A is designed to have a small operational team. This will require careful
workload management to ensure all key functions are delivered effectively.
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Communication: Translate government policies and initiatives into clear and accessible 
information for the ESO sector, initially through informal channels and evolving towards a 
formal change management approach 
Training and education for ESO: Provide specialised training and education opportunities to 
members to enhance service delivery by: 
• Subsidising external training and education programs. 
• Designing or commissioning bespoke education materials and resources for members 

about the adapting needs of veterans and families, and best practice. 
Improve service standards:  
• Design a Code of Conduct which sets the benchmark for ESO service standards. 
• Encourage members to abide by the Code of Conduct. This would not be regulatory or 

compulsory and would instead be self-regulated.  
• Develop a ‘self-assessment’ tool for members to use as a method of seeing how well their 

organisation meets the Code of Conduct. 
Information provision for new veterans: 
• Development of resources and information to the government for dissemination to 

individuals transitioning from active service to veteran status. 
Establish Communities of Practice (CoPs): 
• Establish CoPs for ESOs delivering similar services. 

• Utilise the ESO classification system (or another adaptable system) for CoP formation. 
• Facilitate regular online and in-person meetings for CoPs to share best practices, 

resources, and address common challenges. 
• Implement additional collaboration mechanisms like sector meetings and a knowledge-

sharing platform. 
• Host sector-wide meetings and workshops on key topics. 
• Develop online collaboration platforms for knowledge sharing and communication. 
• Establish peer-to-peer mentoring programs to support capacity building within the ESO 

sector. 

 
GOVERNANCE 

Board composition 
Minimum of 11 members 
• 1 x Chair  

• Independent or non-independent Chair. 
• 2 or 3 x standing members 

• Rotating representation from permanent member organisations every 3 years. 
• 7 x elected members 

• Options for elected members is outlined in section 6.6.2 (note the number of elected 
members may change depending on option selected) 

• Rotational election every 3 years (re-election eligibility to be determined) 
• Individuals selected can serve a maximum of two consecutive terms (6 years). 

• Optional: 1 or 2 x independent members. 
Based on specific core skills or experience requirements (e.g., finance, governance). Note 
independent members are appointed by the board rather than elected by representative body. 

 
RESOURCES 
Note: Costs 
projections used 
in this row were 

Total staff: 11 FTE. 
Estimated Annual Budget: ~$2.1 million. 
Staff Costs: 
• 1 x CEO: $280,000 
• 3 x Engagement officer: $350,000 
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Information provision for new veterans: 
• Development of resources and information to the government for dissemination to 

individuals transitioning from active service to veteran status. 
Establish CoPs: 
• Establish CoPs for ESOs delivering similar services. 

• Utilise the ESO classification system (or another adaptable system) for CoP formation. 
• Facilitate regular online and in-person meetings for CoPs to share best practices, 

resources, and address common challenges. 
• Implement additional collaboration mechanisms like sector meetings and a knowledge-

sharing platform. 
• Host sector-wide meetings and workshops on key topics. 
• Develop online collaboration platforms for knowledge sharing and communication. 
• Establish peer-to-peer mentoring programs to support capacity building within the ESO 

sector. 
Centralised service navigation: 

• Develop and maintain a user-friendly service directory with up-to-date information on all 
ESO services. 
• Include searchable listings of ESOs by location, service type, veteran needs addressed, 

and other relevant filters. 
• Integrate with government databases and veteran support portals to ensure access to 

information. 
• Regularly update information to reflect changes in service offerings and contact details. 

• Ensure directory is accessible to veterans, ESOs, and other relevant stakeholders. 

 
GOVERNANCE 

Board composition 
Minimum of 11 members 
• 1 x Chair  

• Independent or non-independent Chair. 
• 2 or 3 x standing members 

• Rotating representation from permanent member organisations every 3 years. 
• 7 x elected members 

• Options for elected members is outlined in section 6.6.2 (note the number of elected 
members may change depending on option selected) 

• Rotational election every 3 years (re-election eligibility to be determined) 
• Individuals selected can serve a maximum of two consecutive terms (6 years). 

• Optional: 1 or 2 x independent members. 
Based on specific core skills or experience requirements (e.g., finance, governance). Note 
independent members are appointed by the board rather than elected by representative body. 

 
RESOURCES 

 

Note: Costs 
projections used 
in this row were 
developed using 
Appendix B. 

Total staff: 15 FTE. 
Estimated Annual Budget: ~$2.9 million. 
Staff Costs: 
• 1 x CEO: $280,000 
• 3 x Engagement officer: $350,000 
• 2 x Policy officer: $240,000 
• 1 x Strategic communications officer: $125,000 
• 1 x Membership officer: $110,000 
• 1 x Learning and development officer: $130,000 
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• 3 x Administrative staff: $270,000 
• 1 x Service directory lead: $200,000 
• 2 x Project officers: $240,000. 
Other Expenses: 
• On-costs: $490,000 
• Other operational expenses: $470,000. 
• Note this does not account for the capital costs for building the infrastructure for the 

service directory. Costing of capital costs is out of scope for this report.  
Funding:  
Initial cost of $2.9 million per year. 

7.3.3 Advocacy and Capability stream: benefits and risks  
Option B offers potential for improved service delivery and collaboration for ESOs. Navigating voluntary 
code adoption and ESO engagement for sector collaboration pose key challenges. 

Option B benefits: 

• Improved service quality and consistency: A representative body created ESO training programs, 
resources and a Code of Conduct can elevate service quality and consistency across the ESO sector, 
leading to better outcomes for veterans and families. 

• Collaboration among ESOs: Communities of Practice and other collaborative mechanisms foster 
knowledge sharing, innovation, and improved service delivery across the ESO sector. 

• Informed veteran transitions: Provision of standardised information resources created by the 
representative body for transitioning veterans can ease their entry into the ESO service network and 
connect them with appropriate support services.  

Option B risks: 

• Challenges in enforcing the Code of Conduct: Voluntary adherence may hinder widespread adoption 
and consistent service standards across the sector. 

• Compliance burden: The Code of Conduct, if overly complex or not attributable to all ESOs, could 
create unnecessary administrative burdens for smaller or niche ESOs. 

• Option B build upon offers a function of better access through a service directory but requires 
development and management of a technical capability for management of the service directory. 

Additional Option B+ benefits: 

• Improved service access: A centralised service directory empowers veterans and stakeholders to easily 
find relevant ESO services, streamlining access to support and reducing touch points to access 
required services.  

Additional Option B+ risks: 

• Service directory implementation: Developing and maintaining a comprehensive and accessible service 
directory requires technical expertise, resources, and ongoing effort. This may lead to cost overruns. 

• User interface: To develop and maintain a user-friendly online service directory requires a co-design 
process to understand requirements and ongoing investment in technology to ensure the service 
navigation tool is accessible to target market.  
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Option 2: Full membership is limited to state and territory branches and national bodies. Local 
branches can be affiliate members. 

 

Option 3: Full membership is limited to national bodies only. State and territory and local branches 
can be affiliate members. 

7.4.2 Governance 

The Board could have an independent or non-independent Chair 

Option 1: Independent chair 

In this option, the Board appoints an independent Chair to preside over the board. The Chair is: 

• selected based on their capability 

• may or may not have previous experience with the veteran community 

• cannot currently be or have recently been employed by a member organisation 

• cannot currently be or have recently held a governance position in a member organisation. 

 

Benefits and risks of an independent chair 

Benefits: Addresses concerns from the ESO sector and veteran community of 1-2 ESOs controlling the 
representative body. It ensures the Chair is independent in their decision making and has the necessary 
capability to perform the role. 

Risks: The Chair may not have an in-depth understanding of the veteran community or ESO sector. 

Benefits and risks of option 2  

Benefits: State and territory branches are more in-touch with local branches than their respective 
national bodies. Dominance by particular ESOs is limited by the number of states and territories that 
branches exist in.  

Risks: There is not complete representation of local issues. Some voting advantage exists for large 
organisations that operate across various states and territories. 

Benefits and risks of option 3 

Benefits: No single ESO will have voting advantage or control due to single representation.  

Risks: Representation of smaller localised issues and knowledge is potentially lost. Jeopardises the 
representative body’s purpose of giving a platform to the ‘smaller voices’ in the sector. 
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Option 2: Non-independent chair 

Under this option, the Board appoints a non-independent Chair to preside over the board. The Chair is an 
elected or permanent member of the board.  

Elected board members could be chosen as individuals or as organisations  

Option 1: Elected board members are voted in as individuals to ensure diversity 

Board members could be voted in as individuals, enabling control over the board composition and 
diversity. Under this option, board members can be selected based on particular characteristics like 
geographical location, gender, service context, or age. Alternatively, they could be elected based on their 
individual expertise or capabilities such as financial accounting, research expertise or industry experience. 
There would be a limit to one board member per organisation.  

Option 2: Elected board members are voted in as organisations who select an individual to 
represent them on the board 

In this option, board members are voted in as organisations. The organisation voted in determines their 
representative board member independently.  

This could be implemented in two ways: 

1. Members are elected based on the organisation’s location (such as minimum state/territory 
requirements, or rural/regional geography) 

• Benefits: This ensures the needs and voices of the sector are heard on a ‘local’ level from across 
the country. This was consistently expressed as a priority from stakeholders. 

• Risks: Australia’s geographical sparsity and variation makes complete geographical representation 
very difficult. True localised connectivity across the country would be nearly impossible without 
increasing the number of people on the board to an unreasonable size.  

Benefits and risks of electing board members as individuals 

Benefits: This provides control over board composition, meaning diversity or skill requirements can be 
considered. The board may, as a result, be more representative of the sector and more competent. 

Risks: Board members are more likely to be influenced by personal agendas. It is very difficult to verify or 
quantify the skills of candidates, particularly if there is a large number of candidates up for election. 
Election processes may become a ‘popularity contest’ where board members are elected largely based 
on how vocal they are in the sector and their personal connections, rather than merit. Additionally, key 
member organisations may be overlooked from board membership.  

Benefits and risks of electing board members as organisations 

Benefits: Ensures direct representation of key member organisations.  

Risks: By electing board members as organisations, the board loses control over the characteristics of 
individuals board members.  
 

Benefits and risks of a non-independent chair 

Benefits: The Chair has been elected to the board by members of the representative body, or an ESO for 
permanent members. The Chair understands the ESO Sector and veteran community. 
Risks: The Chair may or may not be perceived to be independent from the organisation they represent. 
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2. Members are elected based on the organisation’s service type (based on the service cluster system 
outlined above in Membership).  

• Benefits: Ensures input and connectivity with organisations providing services across a range of 
sectors.  

• Risks: Some service clusters will contain more organisations than others. This may cause 
disproportionate representation if this criteria is used. 

Option 3: Incorporating the ‘cluster model’ by placing cluster leads on the board 

Cluster leads would replace the allocation for “elected members” on the board. Under this option, there 
would be no ‘representative body-wide’ election process for board selection. Cluster leads would be 
elected independently, within the clusters themselves. Depending on the composition and number of 
clusters, the number of board members may have to change or increase to cater for all cluster leads. This 
process could be adapted to limit the number of cluster leads on the board, either through voting or 
rotation. This would need to be discussed further upon establishment of the representative body and its 
board.  

There are additional considerations for board composition 

• Board elections would occur every three years, with individual term limits of two terms (six years total). 
Terms limits are only applicable to the individual, not the organisation. 

• Member organisations could delegate their vote to another organisation for electing board members. 
However, the representative body may wish to consider caps for how many votes can be delegated to 
one member. 

• Allocation of standing members would be decided in development of the constitution of the 
representative body.  

• Independent members (including the Chair) would be selected by the board through a recruitment 
process.   

• Independent members (including the Chair) would be selected based on their specific skill set and 
expertise, and may not be affiliated with any single ESO. 

Member voting could be equal or weighted 

Option 1: All members are given an equal vote 

Key representative body decisions would be made through a voting process where all members have an 
equal vote (one).  

Benefits and risks of cluster leads sitting on the board 

Benefits: Each service cluster has a representative on the board to advocate for decisions. This ensures 
direct representation of organisations across all service types. By removing membership-wide elections, 
the election process is more streamlined. 

Risks: Members may feel they have less control over the board makeup. Control is lost over the 
characteristics of individuals board members, so diversity requirements are hard to fulfill.   

Benefits and risks of equal voting 

Benefits: Fosters inclusivity and ensures that all voices are heard. 

Risks: Some larger organisations may feel that they should have a larger influence in decision making, 
due to contributing more funding to the Peak Body. Decision making can be slow. 
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Funding sources would likely change over time 
Formation and development of a peak body requires time, resources and funding. Funding sources for the 
representative body could change over time. This may lead to funding becoming increasingly independent 
from government in the long-term through the use of other funding streams. Note that well established 
peak bodies (e.g. ACFID) still receive government funding. Long term funding does not need to be 
committed to at the point of implementation of the representative body. Options should be considered as 
the representative body evolves and receives buy-in from the sector. Possibilities for funding are found in 
Figure 14. 

Benefits and risks of membership fees 

Benefits: Fees hold members to account, and increase financial sustainability and resilience. Tiering 
incentivises membership for smaller ESOs. 

Risks: Introducing membership fees places some financial burden on ESOs (irrespective of the 
tiering structure), potentially disincentivising membership. Member benefits would have to be 
significant enough for ESOs to justify joining. 
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Figure 14 | Funding sources over time

There are alternative longer-term funding considerations 

It would be highly unlikely for the representative body to be funded fully independently from government, 
particularly in the short-medium term. Alternative longer term funding sources, such as grants, donations 
and self-generated income, have not been considered at this point in time. Stakeholder feedback has 
indicated that grants and donations would potentially be in competition with donations direct to the 
sector, taking away funding from ESOs. Self-generated income was identified as not being a priority for 
the sector in the short-medium term because it would distract from the primary purpose(s). 

Membership fees would be calculated based on a tier system 
Membership fees may be introduced as a long-term funding source and could be tiered according to 
membership level and organisation size. Members of the representative body would be charged fees to 
boost representative body revenue, increase independence, and encourage accountability of members. 
Small organisations may be able to apply for a fee exemption, assessed on a case-by-case basis.  

Membership fees would be scaled, based on the membership tiers 
Membership fees would reflect the relative benefit associated with each of the two membership tiers. Two 
identical organisations with the same size/revenue, would pay varying amounts based on their level of 
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8 Next steps and high-level implementation plan 

This section outlines the key next steps and high-level implementation plan against key milestones 
between now and the potential ongoing operations and future scaling of a representative body. In reading 
this section please consider: 

• There are five phases of next steps and implementation. Each will provide an outcome for the 
representative body and stakeholders. An overview of the stages and outcomes is provided in Figure 
15, overleaf.  

• Stages 2 and beyond will change and are only provided at a high level only. This is because the 
decision to implement a representative body hinders on Government processes, further engagement 
with the sector and across government as well as the recommendations of the Royal Commission.  

• For the same reasons, Stages 2 and beyond are option agnostic. 

• A detailed implementation plan should be developed once a model for a representative body is 
confirmed.  

• The timelines provided are indicative only, these will need to be revised through the development of 
the detailed implementation plan.  

• A detailed workplan should be developed once the representative body is established.  



 
 

Nous Group | Veteran and Family Organisations Representative Body - options paper | 20 August 2024 | 47 | 

Figure 15 | Overview of the indicative timeframes of implementation 
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Appendix A Detailed stakeholder engagements 
insights: 

Throughout this project we consulted a range of stakeholders through forums, workshops and individual 
interviews including:  

• The Ex-Service Organisation Round Table (ESORT) 

• The Younger Veterans – Contemporary Needs Forum (YVF) 

• The Deputy Commissioner Forum (Western Australia) 

• The Deputy Commissioner Forum (New South Wales and Australian Capital Territory) 

• The Deputy Commissioner Forum (Tasmania) 

• The Deputy Commissioner Forum (Queensland) 

• The Deputy Commissioner Forum (Victoria) 

• Del Gaudry (President of Defence Force Welfare Association) 

• Michael von Berg (Chairperson of ADSO) 

• Sir Nicholas Pope (Chairperson of Cobseo) 

• Philip Winter (Chief Executive Officer of RSL National) 

• John Caligari (Chairperson of Oasis Townsville) 

• Max Ball (National President of Vietnam Veterans Association of Australia) 

• Ian Lindgren (Chairperson of Australian Peacekeeper and Peacemaker Veterans’ Association) 

• Michael Carmody (Chairman (retired) at Paratus Global Consulting) 

• Katie Maloney (RSL Queensland) 

• Cherisa Pearce (National Ambassador for RSL Australia) 

• Kylie James (Founder of Veterans Retreat) 

• Rachael Cosgrove (President of Defence Gay and Lesbian information Service) 

• Andrew Condon (Industry Professor Veterans and their Families, Australian Catholic University). 

A.1 ESORT Forum 
During the ESORT forum, participants shared several key insights for consideration: 

• ESO definition: The term “ESO” may not capture all organisations working with veterans and families. 
For example, organisations that provide kinship or comradeship may not classify themselves as ESOs 
as they may not see themselves as providing services. Many ESOs/VSOs provide support to families 
and current ADF personnel so ‘veterans and families organisations’ might be a better way to describe 
organisations than ESO. Other people emphasised the importance of including ‘families’ and how this 
was essential to defining organisations.  

• The need for an ESO representative body: An ESO/VSO representative body should be separate to an 
independent body to implement recommendations from the Royal Commission. We need to ensure 
we understand the context of the Royal Commission recommendations, including that it is unlikely 
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they have considered the role of the ESO sector in depth. ADSO already exists as an ESO 
representative body and ESORT currently acts as a voice for the sector. It's not clear if we need a 
representative body in addition to ESORT and ADSO. It is important to recognise there are limitations 
on what a representative body can achieve. There is a perception that ESORT does not represent all 
veterans and this needs to be addressed.  

• The role and purpose of an ESO representative body: There needs to be an effective and direct 
pathway to communicate with government. The representative body could provide a platform for 
government to communicate with the sector on what it is prioritising. A representative body can be a 
central place for the veteran and family sector to raise concerns and identify gaps. The representative 
body cannot take away the independence of current ESO organisations, or their right to represent 
themselves. There is a need to establish if a representative body is necessary, or if existing fora should 
be refined. Veterans and families need support to navigate services, including before they are 
discharged from service.   

• The structure and function of an ESO representative body: ESORT members identified that policy 
advocacy needs to be the priority. Communication between the representative body and government 
should go both ways. There is an opportunity to hold a service directory in a centralised point so that 
individuals can understand what organisations may suit them, including those transitioning from 
active service, who need to be supported to be successful and set up with supports. There is 
opportunity to streamline grant funding through the representative body, and regulate service 
standards, in a sector that is currently underregulated.  

• The membership of an ESO representative body: There should be clear benefits and incentives for 
member organisations to join the body.  This includes knowing that the body will unify the voices of 
the sector to government. An incentive to join could be achieved through government grant 
opportunities, aligned to representative body membership. There needs to be clarity on what defines 
an ESO, to ensure the representative body reaches the right organisations, and the right people can 
access the benefits. Membership needs to be accessible to all ESOs, through tiered membership 
fees/structures. Membership needs to be representative of the diversity of the sector. Smaller groups 
may not meet ACNC standards but should still be included. VSOs should also be able to access 
membership, not just ESOs. Memberships should be tiered to account for size, function and 
organisation status.  

• The governance of an ESO representative body: The representative body should consider having an 
independent chair or a rotating chair (from its permanent members). The optics of independence will 
be compromised if DVA appoints the chair of the board. There should be an option to bring 
independent experts in to advise on issues. Members of the board need to be representative of the 
sector, this could include having a combination of standing members from established organisations 
and others who rotate.  

• The resourcing of an ESO representative body: The representative body should be funded by 
government, but not necessarily DVA (given potential impact on independence). The funding from 
government needs to be sustainable on a three yearly cycle – it should not require annual review. 
Funding for the representative body cannot come at the cost of existing funding streams to ESOs. If 
the representative body was to seek funding from donations, it would need to demonstrate that those 
funds are spent on service delivery, not staffing and administrative costs. The representative body 
requires a CEO. Staff funding needs to be carefully considered to ensure spending is going to the right 
place. Members will want to see the outputs of their contribution, including how funds are being 
distributed to deliver on representative body functions.  
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• We have included the option for 
independent board members to be 
included, based on skills and experience 
requirements 

• Members of the board are representative 
of the sector by having a combination of 
standing members from established 
organisations and others who rotate. 

Resources • Government funding has been included as 
the predominant funding source for the 
representative body. 

• Government funding external to DVA has 
been identified as a potential source of 
funding. 

• The lack of continuity of government 
funding has been included as a risk in the 
options. 

• We have excluded donations from the 
possible initial funding sources. 

• We have included a CEO in all options.  

N/A 

A.2 Deputy Commissioner Forum Western Australia  
The Deputy Commissioner Forum Western Australia identified the following issues: 

1. Role and purpose: The primary role of the representative body would be as a central place to collect 
data on how organisations are helping veterans and family members. 

2. Structure and function: Setting quality standards is an important function which would likely come 
much later in the representative body’s life. This would involve developing support, resources, and 
tools to help ESOs meet standards, rather than acting as a regulator. The representative body should 
have a function to facilitate communication with government. The representative body should consult 
with other bodies across the Defence and Veterans sectors, or it would overlap with existing work. 

3. Membership: Membership criteria could include ACNC registration, but potentially not applicable for 
all members. Other organisations, such as corporate and non-charitable organisations could be 
included as Affiliate members. Affiliate members wouldn’t have voting rights. All members should 
have serving veterans and families as their core purpose, but don’t necessarily need to be run by 
veterans or families. There shouldn’t be criteria about organisation size, as this would exclude smaller 
organisations.  

4. Governance: Trying to ensure diversity of a board is like “opening a can of worms”. The main way to 
logistically ensure diversity is by avoiding overrepresentation of one ESO and never having permanent 
members. All members would be elected and paid, with defined term limits. Service delivery types and 
states and territories would also be ways to address diversity concerns. The chair should be 
independent and selected based on skills. 

5. Resources: Resourcing should be a combination of membership fees (based on organisation size and 
ability) and government funding. The representative body could also provide professional services as a 
revenue stream opportunity. 
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Membership • A tier system within the membership exists as part of the 
membership structure design. Success in membership is 
reliant on effective communication of the benefits of 
representative body membership to the sector.  

• Tiered membership has been incorporated, and 
membership based on for-profit versus not-for-profit 
organisations is one of the criteria in distinguishing 
between full and affiliate members. If membership fees 
were introduced, they would be determined by the size of 
the organisation. 

• It was determined that this was a more robust and 
effective way to design fee structure for a large and 
diverse sector. 

N/A 

Governance • All options include elected members who will rotationally 
sit on the Board. This selection is based on capability and 
ensures there is diverse representation. 

• Diverse representation on the Board considers region and 
size and promotes balance and independence. 

N/A 

Resources • Resource design has acknowledged that government 
funding is a shorter-term outcome, hence, a medium-term 
option of progressing to membership fee-based funding 
was included within the design.  

N/A 

A.4 Deputy Commissioner Forum Victoria  
The Deputy Commissioner Forum Victoria highlighted these important takeaways amongst the five key 
features:  

1. Role and purpose: It is important the representative body acts in the best interests of the sector and is 
responsible for advocacy to government.  

2. Structure and function: Concerns were raised that existing ESOs, who collaborate organically, may not 
benefit from any additional funds allocated to promote collaboration. Rather the support should be 
focused on those who are doing the ‘work on the ground’. A major concern is that veterans and 
families continue to struggle with awareness of available services. The representative body should 
focus on skilled advocacy to government rather than adding to competition and duplicating efforts 
that are predominantly within the DVA's remit. 

3. Membership: The representative body should not impose membership fees on not-for-profit ESOs, 
instead, it should receive government funding to prevent diverting resources from services for 
veterans and families. Memberships need to offer an equal voice to all organisations while requiring 
for-profits to demonstrate social impact before joining. It is also important to clarify whether 
organisations with branch structures require one or multiple memberships. 

4. Governance: The formation of the representative body should prioritise expertise and merit over 
organisational size to ensure a diverse and skill-based governance structure aligned with its strategic 
purpose. Both the level of independence and the board's composition hinge on whether it operates 
with a commercial or advocacy focus. 

5. Resources: As government funding will be core, there needs to be assurances and mechanisms to 
ensure the representative body is independent. Government should avoid redirecting funding that 
would otherwise would have gone to ESO’s. However, if the representative body were to use a self-
funded model, there needs to be clear and communicable rationale and benefits for ESO membership.  
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Structure and 
Function 

• Best-practice guidance, in the form of a 
self-regulatory optional Code of Conduct, 
was included in options B and B+. 

• No options include the representative 
body administering or regulating best-
practice guidelines. 

• Specialised training opportunities to 
enhance sector knowledge is included in 
options B and B+. 

• The design of specific training programs 
has not been explored in detail in the 
options as it is out of scope for this 
project. This is not to say this could not be 
explored as part of implementation 
planning.  

Membership • Criteria for the types of organisations that 
could be eligible for membership have 
been clearly defined. 

• Membership is accessible to all ESOs 
through the tiered membership structure. 

• ACNC registration is a criteria for Full 
membership. 

• For-profit organisations may be included in 
the representative body membership as 
Affiliates. 

• Membership fees would be tiered by 
organisation size or revenue. 

• Determining an official definition of ESO is 
out of scope for this project. This is not to 
say this could not be explored in the future 
by DVA, the sector, or the possible 
representative body. 

Governance • The board would be independent from 
government.  

• The board would ensure individual ESOs 
don’t have a disproportionate amount of 
influence by: 
• Having an independent Chair. 
• Having elected board members that 

rotate every three years.  
• Having independent board members 

external to ESOs (which may be from 
connected industries). 

• Ensuring that individuals representing 
standing board members rotate every 
three years. 

N/A 

Resources • The representative body will likely be 
supported by government initially, and 
then increase its independence through 
ongoing funding from members. 

• Government funding has been explored as 
an ongoing funding stream, as opposed to 
one-off grants. This is incorporated as a 
risk of government funding compared to 
sector-funding through membership fees. 

N/A 
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Governance • All options include standing and elected 
members who are required to be part of 
member organisations. This allows for 
representative body decisions to be made 
by those who are affected by said 
decisions.  

• Optional independent members have been 
included in the governance structure. 
These members are elected based on skills 
or requirements, which allows desired 
capabilities (such as government-based 
roles) to be included in the governance 
structure.  

N/A 

Resources • Government funding was determined to be 
the backbone of resourcing for the 
representative body, especially in the short 
term (three years).  

• Membership fees were included as a long-
term option for funding the representative 
body. This is because government funding 
can be subject to changes and potentially 
be inconsistent in the long term. 

A.7 Younger Veterans Forum (YVF) 
The YVF highlighted these important takeaways amongst the five key features:  

1. Role and purpose: The ESO representative body needs to be distinct and complementary to the 
ESORT, ensuring there is no duplication of efforts.  

2. Structure and function: Supporting collaboration, networking, and providing information for veterans 
regarding ESO’s is important. Research in the sector and directing veterans and families to an existing 
navigation source will be key as well. Service standards and accreditation functions should be limited 
to members, however, should ensure the representative body remains an advisory body and not a 
regulator.  

3. Membership: Membership criteria should be minimal and developed with accreditation in mind. 
Members should provide services that are best practice and are quality assured, as members of the 
representative body should be trusted ESO’s. Size should not be a relevant factor for the criteria.  

4. Governance: The Board needs to be skill-based and therefore not necessarily recruited from the ESO 
sector. Board members should be Australian Institute of Company Directors (AICD) trained as a pre-
requisite. The election process may need to be put to the broader veteran community and 
independent reviews should be take place.  

5. Resources: Government funding is essential as it is more sustainable and would prevent bias 
stemming from philanthropic donations. Implementing membership fees risk extracting money from 
ESO’s that would otherwise be directed towards service delivery for veterans and families.  

Much of the feedback and insights from stakeholder engagement were incorporated into the options 
design, however, certain suggestions were also withheld and adjusted according to the needs of the 
representative body. 
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A.8 Interviews with individual stakeholders 
Interviews with individual stakeholders provided some interesting insights and opinions on the ESO sector, 
and the five key features of a potential ESO representative body. These are detailed below.  

Insights on the ESO Sector: 

• There has been significant growth in the number of organisations within the sector over the past two 
decades. 

• ESO sector governance is perceived as lacking clear regulations and standards. 

• A culture of 'mates helping mates' rather than formalised support structures exists. 

• Competition between ESOs can lead to fragmentation and inefficiencies. 

• There is variable quality and competence across ESOs, with some resembling small businesses. 

• Veterans often need to actively seek out support, facing challenges in accessing services. 

• Changing veteran demographics influence the demand on support services like DVA. 

• Sector saturation creates confusion for veterans in crisis over who to trust and where to turn for help. 

• Despite the challenges, several small ESOs significantly contribute to the sector. 

• Resource allocation is impacted by competition rather than collaboration. 

• Communication silos within the sector hinder effective dialogue with government bodies. 

• The term 'ESO' covers a wide spectrum, necessitating clearer definitions and standards. 

• DVA faces difficulties engaging with the appropriate entities due to the sector's disorganisation. 

• DVA's limited operational flexibility can restrict effective engagement. 

• The current representative body (ESORT) may not fully reflect the sector's diversity, or the views of 
contemporary veterans. 

• ESORT is considered beneficial by some, but requires modernisation. 

• The complexity within the sector presents management challenges. 

• Achieving consensus across diverse stakeholders is recognised as difficult. 

• There's a notable division between regional, on-the-ground efforts and overarching policy and 
advocacy initiatives. 

• The sector is unique in its funding mechanisms, with concerns around the lack of accountability and 
success metrics. 

• Many ESOs are not registered charities. 

• Most veterans don't belong to an ESO.  

• ESOs may resist a representative body out of concern it will take away their individual contact with 
government. 

Role and Purpose of a representative body: 

The representative body should: 

• Commit to policy advocacy. 

• Ensure accountability of ESOs. 
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• Speak with government beyond just DVA. 

• Not act as an ESO, but still provide supporting services to organisations themselves. 

• Reach out to veterans, flipping the existing processes requiring veterans to reach in. 

• Filter out ESOs with less honourable intentions. 

• Formalise governance of ESOs. 

• Have long and short-term options for role and purpose. 

• Help veterans connect to services more easily. 

• Be used as a means of funnelling government funding to ESOs. 

• Not be a service deliverer. 

Structure and Function of a representative body: 

• The representative body should ensure services are easily accessible to veterans through improved 
searchability and location of ESOs. 

• A key role for the representative body would be to maintain accountability, verifying that ESOs uphold 
quality standards. 

• It may be advantageous to engage a separate organisation for accreditation activities if deemed 
necessary by DVA. 

• The representative body should set out to establish sector governance, including phased service 
standards adhering to realistic compliance timelines. 

• In its initial years, the representative body should primarily assist ESOs to develop capabilities before 
assuming full governance responsibilities. 

• A clear framework for government support and funding should be articulated to enable ESOs to meet 
stipulated service standards. 

• The representative body should reach out to serving ADF members, with comprehensive guidance on 
available resources and services. 

• The representative body could function as a one-stop information centre, providing a cohesive view of 
service options for veterans across Australia. 

• It is essential to differentiate the role of the representative body from that of DVA, with the latter 
focusing on policy, advocacy, and legislative matters. 

• There should be encouragement for organisations offering similar services to pool resources for 
enhanced service delivery. 

• The representative body would be instrumental in creating linkages that facilitate connectivity and 
cooperation within the sector. 

• The representative body should inform both Defence and DVA of the service gaps and friction points 
across the sector. 

Membership of a representative body: 

• The representative body's membership should include both ESOs and VSOs. 

• The representative body must ensure that membership delivers discernible benefits and outcomes for 
member organisations as well as veterans. 
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• A systematic categorisation of members will facilitate veterans' connection to services. 

• Service-based classification clusters, such as those from the RSL forums, could efficiently organise and 
categorise representative body members. 

• ESOs should be mandated to submit annual performance figures as part of their representative body 
membership maintenance. 

• A tiered membership structure correlated with organisational revenue could promote inclusivity 
among smaller ESOs. 

• The representative body should consider extending membership to smaller, impactful groups that 
might not fulfil all formal criteria. 

• The membership framework must thoughtfully address the incorporation of federated organisations. 

• Veterans' hubs are recognised as potential members, expanding the representative body's network of 
services. 

Governance of a representative body: 

• Representative entities including the Army, Navy, Air Force, RSL, and family groups should have 
presence at the senior governance level of the representative body. 

• There are concerns over governance decisions being influenced by personal agendas rather than 
collective interests. 

• There are concerns regarding the potential for larger ESOs to exert disproportionate influence over the 
representative body. 

• Diversity of service context, such as different war periods, should be considered in governance to 
reflect varied experiences. 

• Board members need to be elected to ensure democratic representation. 

• A revolving chair position could enhance fairness within the representative body. 

• The independence of the Chair from the sector is essential for unbiased leadership. 

• It is crucial to establish mechanisms that allow individual members to have their voices heard in 
decision-making.  

• A voting system for decision-making is advocated to ensure democratic processes and equal 
representation. 

• Efficiency in governance suggests a limit to board size, proposing no more than ten members. 

• Geographical diversity on the board is important to reflect regional needs and perspectives. 

Resources: 

• Adequate funding is highlighted as essential for the representative body's effectiveness and purpose. 

• Government funding is seen as necessary to support the representative body's operations. 

• Some argue that full government funding is required. There should be no membership fees as ESOs 
may be unable to afford them. 

• Others believe the representative body should not depend solely on government funds to maintain 
independence, particularly for advocacy. 

• Some believe funding should be entirely from members through membership fees. 



 
 

Nous Group | Veteran and Family Organisations Representative Body - options paper | 20 August 2024 | 67 | 

• Membership fees would need to be based on organisations’ revenue. 







 
 

Nous Group | Veteran and Family Organisations Representative Body - options paper | 20 August 2024 | 70 | 

Appendix C Survey Free Text Responses 

There were three questions that provided for free text responses in the veterans and families sector survey. 
These questions gave an opportunity for respondents to add information and suggestions. A summary of 
each of the free text responses are provided below:  

1. Are there any other services you would like to see veteran and family support organisations offer to 
their members? 

Members are seeking veteran and family support organisations to provide accurate, up-to-date 
information on available services. There is also a need for an accessible and streamlined approach to 
recognition of Defence qualifications in the civilian sector to assist with transition. There is a need for 
comprehensive support including housing assistance, bereavement counselling, employment and 
networking opportunities, tailored support for families during transitions, and expansion of services to 
remote areas. Additionally, enhanced access to professional development and better regulation for 
organisations, as well as customisable support packages and full-time fitness programs, are also desired to 
help veterans and families navigate post-service life. 

2. In your experience, what do support organisations do well? 

Veteran support organisations are effective in providing guidance through DVA and civilian systems, with 
qualified personnel offering appropriate assistance, and maintaining an open policy to support those in 
crisis. They do well to connect veterans, foster a sense of community through past service associations, 
and deliver strong advocacy services according to these respondents. Organisations also play a role in 
helping veterans receive funding designated for their support and in offering advice, even amidst a 
complex claims process. However, there is room for improvement in the timeliness and efficiency of claim 
handling. 

3. What could support organisations do better to support veterans and families? 

Veteran support organisations could improve their support for veterans and families by enhancing 
cohesion amongst each other, offering individualised aid that recognises each veteran's unique 
circumstances, and adopting more agile and modern systems and processes. They should also focus on 
effectively measuring impacts and being transparent with members, address the comprehensive needs of 
families, lower membership fees, and provide accessible services. Advocacy efforts need to be intensified 
at all levels, and organisations should work towards encouraging self-reliance within the community while 
also lobbying more actively for veterans' needs and entitlements. 
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C.1 Respondents who did not support the 
establishment of a representative body had similar 
responses and needs to those who did 

Only 13 per cent of survey respondents believed that a representative body was not needed to better 
represent the veteran and family sector. This group did not have major differences in their responses to 
key questions (outlined below) compared to the majority of respondents who supported establishment of 
a representative body: 

• 78 per cent of people who responded no to a representative body were existing members of a 
support organisation 

• Advocacy for issues experienced by veterans and families, and access to information and resources 
were the two most important functions when selecting a support organisation for this demographic 
(at 66 per cent and 67 per cent respectively).  

• 42 per cent of these respondents felt that support organisations currently represent them somewhat 
or very well, whereas 38 per cent believe that they are represented somewhat or very poorly.  

• Advocacy, help navigating entitlements, and information on mental health and wellbeing resources 
are the most important services this demographic wants to access 

• 49 per cent believe that support organisations advocate for the needs of veterans and families 
(somewhat agree and strongly agree aggregated) 

• 49 per cent believe that support organisations provide the right information, resources and services 
(somewhat agree and strongly agree aggregated) 

• 49 per cent believe that organisations offer valuable opportunities to connect (somewhat agree and 
strongly agree aggregated) 

• 70 per cent believe that a peak body can benefit the sector through advocating for veterans and 
families at the national level  
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Appendix D Desktop research inputs 

For understanding of the sector and existing discourse regarding a representative body, the 
following documents were reviewed: 

• The RSL’s submission to the Royal Commission into Defence and Veteran Suicide 

• ESORT Meeting Minutes 28/2/24 

• Transcripts of public hearings from the Royal Commission into Defence and Veteran Suicide: 

• Hearing Block 1 (7/12/2021) 

• Hearing Block 12 (7/3/2024) 

• Hearing Block 12 (12/3/2024) 

• Hearing Block 12 (15/3/2024) 

• Hearing Block 12 (18/3/2024) 

• Hearing Block 12 (20/3/2024) 

• Overview 1 of roundtable discussions from the Royal Commission into Defence and Veteran Suicide 
(November to December 2021) 

• Overview 2 of roundtable discussions from the Royal Commission into Defence and Veteran Suicide 
(May to December 2022) 

• RSL National Forum materials: 

• RSL National Forum pre-reading materials for Forum 2 

• RSL National Forum Forum 2 report 

• RSL National Forum pre-reading materials for Forum 3 

• RSL National Forum Forum 3 Report 

• Productivity Commission Inquiry Report - A Better Way to Support Veterans (2019) 

• Australian Charities and Not-for-Profits Commission Governance Standards 

• Australian Institute of Company Directors Not-for-profit Governance Principles 

• RSL QLD’s "Articulating and measuring impact" report November 2023 

• Joint Standing Committee on Foreign Affairs, Defence and Trade (JSCFADT) Inquiry into transition 
from the ADF 

• Productivity Commission inquiry into the system of compensation and rehabilitation for veterans from 
the DVA website 

• Productivity Commission inquiry into the system of compensation and rehabilitation for veterans 

• RSL NSW Submission 

• Veterans’ Advocacy and Support Services Scoping Study from the DVA website 

• Review of DVA-Funded ESO Advocacy and Welfare Services from the DVA website 
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For understanding of similar representative bodies, Nous researched: 

• ACFID: a peak body representing Australian NGOs working in the field of international aid and 
development. 

• ACCPA: the national Industry Association representing Australian aged care providers. 

• NDS: a peak body for Australia’s non-government disability service organisations. 

• ACA: a peak body advocating for the future of Australian children. 

• The Confederation of Service Charities (Cobseo): a peak body representing the Armed Forces 
community in the UK. 

• NCVA: a peak body representing veteran organisations in Canada. 





 
 

                   

 




